
New Directions in New Haven
A Pathbreaking

New Teacher Contract
By Claus von Zast row

From Public Schoo/Insigh ts

Teachers in New Haven, cr. recently ratified a contract that Education
Secretary Arne Duncan praised as an "important progressive labor agree­
mem" for irs provisions on teacher evaluation and school reform . Dav id
Cicarella. president of the New Haven Federat ion of Teachers. talked with
Claus von Zastrow about the agreement.

Publi c Sch oo l In sights (PSI) :
There has been a lot of praise for
the new contract in "'ew Haven.
What are its most groundbreaking
provisions ?

Cicarella:Three components get
the rnost attention: our willingness
to discuss tenure: our willingness
to talk abou t including test sco res
as a pa rt of teacher evaluation : and
the contract's provi sions for clos ­
ing and ch a rte ring schools.

PSI: With tenure, what is the big
llccomp lishment ?

cteereue: Historicall y, un ions
have be en unwill ing to di s cu s s
ten ur e, b(>Cause it's th e on ly pr o-

te ction that teachers have agains t
un fai r di smissal. But we can 't
have fo lks- a nd th is is a co m­
plaint that th e public makes and
is legitimate-going thro ugh two,
th ree, four yea rs of improvem ent
plan after improvement plan, when
everyone knows that teacher is not
doing a goo d job.

So with t his agreement , we
say : If you have a problem with a
tenured tea cher, do your evalua­
tions. Do a plan of improvement ,
o r wha tever support mechanism
you put in place. li the teacher re­
sponds and improvement is made ,
terri fi c. II they don't respond . give
them to us .

Claus vonZastrow is executiveatreaorotLearning First Alliance. Condensed,
with permission , from Public School Insights, December IS, 2009 .
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We are go ing to establish a pee r
assistance a nd re vie w program .
Lo t s of dis t rict s have th em . In
New Haven. mas te r teach ers who
we have trained will sup po rt and
rev iew th e performa nce of te nured
teachers that administ rators con­
sider ine ffecti ve .

v..'e do n't nece ssaruv t rust eval­
uations to be ac cu ra te . We have
some outstanding adminis tra to rs
who do a grea t job. We have some
who, qu ite fra nkly, s ho uld n't be
ad ministrato rs . So we are say ing
that alte r you evaluat e these tea ch­
e rs, give th em to us. We'll pu t th em
in our peer assistance an d review
program.

If t he teacher improves while
working with us , te rrifi c . If they
don't , th e difference is now that we
a re willing to say, ~We agree with
you." You eva lua te d t he teacher
and found th em lacking with class­
room ma nage me nt , inst ruction ,
maybe bot h . We see the same
t hin g.

So aga in. we a re willing to look
a t and dis cuss tenured folks . But
we want to have confide nce t hat
we have afforded that person ev­
ery oppo rt unity to improve,

PSI : What is the ince ntiv e for
pee r review teac hers to counsel
those teachers out of the profession
if they don 't improce?

ceereue : The peer review teach­
e rs will no t necessa rily be th e ones
wh o co un sel th em out. We'll do
that as a union .This system acts as

a chec k and ba lan ce, to make sure
we 've had an opport unity to look
at these teachers in case we have
some difference of opinion abou t
pe rfo rmance, Peer reviewers give
us t hei r obse rvations , They may
say. "we don 't see it-we think this
teac her has done a pretty good
[ob" o r ~We th ink th is teach er has
made improve me nt and wa nt to
continue t his support ."

If they say that a teacher doesn't
have it and is not responding to the
sup port plan, we have to be willing
to sa y, "Maybe this is just not the
job for you ." The teac he r could
sti ll say, "I'm going to do it on my
own" and get an att o rney. But usu­
ally a t that po int , whe n th e teacher
realizes the un ion has agreed th is
is not something wo rth purs uing,
t hey are going to say t hey should
probably just move on.

We want to make ce rta in that
t en ured teach e rs have been af­
fo rded every opportunity to im­
pro ve. But we are co mmitted to
ma ke su re t hat the best people are
in our clas s rooms.

PSI: The second area you men­
tioned involved using test scores in
the e va luation o f teachers.

crcereue. In th e past , th is was
a no the r subjec t that was o il lim­
its . Unions would never eve n d is­
c us s it , fo r good reasons-there
are too many factors be yond a
teach e r's control t hat impact stu­
dent test sco res for te ac hers to be
held solely accounta ble for th ose
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sco res. And these tests were not
designed to rank sc hools o r judge
teachers-t hey were designed to
d rive ins tructio n.

Howeve r. th e tests are here to
stay. And scores are loo ked a t in
these ways . We unde rstand that
tes t sco res a re imp o rtan t a nd
that the re is accounta bility on t he
teac he r's pa rt for ins truction. But
we wan t to make sure test scores
are used prope rly.

So we ha ve sa id in this ag ree­
me nt t hat we will incl ude test
scores in eval uations . But we' re
going to s it down toge ther-ad­
minist rators and union rep rese n­
tat ives-to work out how.

PSI: One idea under discussion is
that if bon uses are awarded on the
basis of test scores. they be awarded
for the entire school.

Cicarella: That is exactly right.
We wan t to ma ke s ure we rewar d
people . give some ince ntive for
har d wo rk a nd accom plis hment.
At the same ti me, us ing an ind i­
vidual teacher's t es t s co res pits
one teacher aga inst ano ther. And
how can you fairly pu t a numbe r
on t ha t type of thi ng? A school­
based bonus , whe re everyone
par tici pates- the pr incipal . teach­
ers . pa ra pro fessiona l, cus tod ians .
ca fete ria wor kers .. , eve ryo ne-is
th e best answer.

So at a sc hool. they will set up
be nch mar ks. They ' ll determ ine
the ir goal s for rea ding, for mat h.
for inc reasi ng parental invo lve-

ment. reducing s us pens ions , how
much improvement th ey want to
see grade by gra de, su bjec t by
s ub ject. Us ing wh ateve r amou nt
of money th e schoo l gets as th eir
bonus . t hey 'll decid e how much
th e principal gets , how much the
ind ividual teac her gets. how much
cafe te ria workers get, etc.

Everyone is invested. No one
will turn a blind eye to a student .
t hinki ng that it's not his o r her
p roblem . Eve ryone is Investe d.
working to get he r. an d the re is a
bo nus a ttached to it.

PSI: Let's move on to closing or
reconstituting pe rsistently struggling
schools. What is the essence o f that
prov ision in this agreement?

Cicar e lla : We 've a llo wed for
grea t Ilexfbtltt y. Eve ry t hing has
been on the ta ble in te rms of what
you ca n do if you're going to close
down a school and recons ti tute
it . Can you bring in a th ird party
ope rato r? Yes. Can you ma ke a lon­
ge r school day? II nec essa ry. What
a bout new reading programs . new
math programs , etc .? Abso lutely.

Wit h t h is ag reeme nt , we say
that if you need to charte r a sc hool.
that's fine. Our only positio n is t hat
you do n't need no nun ion cha rte r
schools. The unio ns a re not the
pro ble m, a nd to ma ke c ha rters
non un ion fl les in t he face of the
research. Eighty -t hree pe rcent of
nonun ion cha rter sc hools ha ve
pe r formed no better o r wo rse
tha n trad it ion al pub lic sc hools .
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So do this wit h us . We have a lot
of re so urces we ca n, and will. put
into it.

Closing and chartering gets an
a wful lot of attention. bu t in New
Haven. t he re are 47 scho ols . They
talk about ch artering o ut pe rhaps
Iwo or th ree ne xt yea r. It's no t like
the who le school system is going
to be clos ed down and we are going
to cha rter everyone o ut. Thi s ex­
treme mea sure comes after a series
of interventio ns when the y don 't
see improvement. At t hat point,
th ey may say, -Loo k. we have tried
eve ry thi ng else , we need t o try
nus." Our positio n is , as a union ,
we ag ree. If we ha ve gotten to t ha t
po int , where we just don't see th e
progress , despit e everyone's best
efforts. we probably s hou ld go to
something like th is.

PSI: I understand that during the
ctose-doan process, staff in those
schools are Rt)lng to be asked to
reapply.

Cicarella: Th at is co rrect. We
wan t to give the ad minis t rat ion,
whether irs t he s a me principal.
a new principal , o r a t hird -pa rt y
o perator the op portunity to pick
th e ir sta ff. So e ve ry o ne in that
building will reapply.

They may lay o ut lon ger sc hool
days, mo re days each year, staff
meetings o n d ifferent days . They
will list out the pa ramete rs for the
wo rking cond itions . Then teach­
e rs will look at it. a nd may be say,
MI can't do n." II may be too lon g

a da y, th ey may have day ca re
is su es , grad ua te sc hool. Othe r
folks will sa y, "That's lo r me." And
a nyon e e lse in Ihe d istr ict can
a lso a pply. The y ca n look at t hat
schoo l's cha rter a nd say, "That is
somet hing I want to do. "

At the en d of the day, th e new
principal, new ad min ist ration, get
to c hoose, And let's say th ey have
50 op eni ngs and chose 30 people
from the d istrict. They may te ll the
superinte ndent, "For o ur program,
of the applica nts we have , we o nly
have about 30 th a t are good fi ts in
o ur opi nio n. We need to hire 20
more o r so fro m the out s ide.~ They
are free to do that.

PSI: Whe n you read the neun
ahout scnoot reform. a ll the stories
seem to be about debates morteece
blood on the floor. Big fights, That
doesn 't seem to ha ve ha ppened in
Sew Have n. What made It possible
to have such a cottabora thse atmo­
sphere there?

ctee reue : Our pos ition wa s ,
we'll t a lk about a ny th ing, With
tenure and test sco res, we had to
make sure th ose were framed prop­
erly, But we'll still tal k ab o ut th em.
And it was the sa me thi ng on the
administrators ' side, We decided
that everyth ing needed to be on
the table , and we needed to have
some compromi se .

All we have eve r done in t he
past-not jus t in New Have n but
I thi nk in educatio n in general- is
work around th e perimet er. We
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ma ke changes around th e ed ges ,
and hope eve rybody will go away
and we can go back to what we 've
always done. And if we're making
change s, th en we're saying we 've
done something wrong In th e past ,
and ir s ha rd lo r folks to admit to
that.

As a un ion, we had to recogni ze
that if th ings a re going to imp rove ,
we nee d to do some th ings differ­
ently. We don't have to th row ev­
e ryt hing out. bu t we need to ma ke
ch a nges. And we have to be willing
to look at everyt hing , including
t hings we were not willing to look
at in th e past.

The same thin g on t he other
s ide. They had to be willing to do
th at. If th ey were up there saying,

"we're going to fire a ll th ese teac h­
ers , we ar e going to get rid a lle n­
ure . and we 're going to c harter out
all our schools." th en we co uldn't
have any discu ssion. So Initially,
all our d iscuss io ns we re based
a rou nd the need for nexibility and
compromise-working in from th e
e nds , the two opposite po les , to
get closer to the middle.

We tried to be reasona ble and
a rrive at the ce nte r, but t here
were some thin gs we had to give
to them a nd other t hings they had
to give to us . That was the guid ing
princlplethewhole way- t hat this
was going to require some co m­
promise , Throughout the en ti re
disc ussion , everyt hing was op en
for orscusston. •
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